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In definition, organizational change or 
transformation is a process  of a planned or
unplanned respond of organization movement
from its current state to a des ired future s tate ,
with a goal to find improvements within the
organization in order to create added value for
its stakeholder (Jones , 2007). Surely, such
transformation will intersect with various
elements of the organization, such as: bus iness
processes , organizational s tructure, technology,
and organization culture. An organization
culture could be analogized as a DNA of an
organization. It could not be seen, yet it is a
powerful template that shapes what happens in
a working environment of  an  organization.  It
defines what  is  important  and unimportant 
for  the  organization and shapes how member 
should behave and carry out work (McShane
and Van Glinow, 2009; Haid et.al, 2010).   
Nowdays, organization culture is seen as a 
source of competitive  advantage,   which 
links behavior to s trategy (Kaplan & Norton,
2004). Denison et.al (2006) mentioned that an
effective organization should at least posses the
following cultural traits : involvement,
consistency, mission, and adaptability. One  
must also remember that the success or
failure of culture transformation is determined
by its leader. Values and assumption which a
leader brings into  an organization will have a
direct effect on the organization’s culture,
especially those that are s till in a formative
stage. Even though it takes time, a leader can
have a dramatic impact on culture, and often an
organization  culture profile will take upon the
leadership profile  of its CEO  (Denis ion 
Consulting, 2010).  Since  the observed
organization is undergoing a major
transformation, a transformational leadership
style is more suitable and should be adopted
by all members of the organization (McShane
and Van Glinow, 2009). According to the facts
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Abstract
I. INTRODUCTION
?  PT. Kereta Api Indonesia (Persero)  or 
Indonesian  Railway Enterprise is an Indonesian 
State Owned Company which provides railway 
transportation    for   both,   passengers   and   goods,   
which   is  currently transforming to become more 
customer driven.  To support this intention, a new 
organization  culture consisting  of five values 
(integrity,  professional, safety, innovation, service 
excellence) is introduced.   Therefore, a research was 
conducted to help identify “key drivers” which could 
enhance the implementation  of these five values.   
Organizational  culture traits, which consist of 
adaptability, involvement, mision, and consistency; 
and transformational leadership, consisting of 
idealized behavior,  idealized attribute,  inspirational  
motivation,  individualized  consideration,  and 
intellectual stimulation  were chosen as the observed  
variables that will be tested towards  these five 
values.   Result showed  that these two variables does 
have a meaningful relationship towards the 
organization’s five values. From a more in-depth 
finding, it was then determined that mission, 
adaptability, involvement (from cultural traits) serves 
as a key driver which enhance  the  organization’s  
five  values.    While  inspirational  motivation (from 
transformational  leadership), serves as a key driver 
in enhancing the implementation  of organization 
culture
Keyword: Indonesian Railway Enterprise, Corporate 
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“Transformational leaders inspires, 
energize, and intellectually stimulate their 
employees.”
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-    Ta lk  ab ou t  the ir  mo st  impo rtan t  va lues   
-    Sp ec ify the im po rtance o f h av ing a s tro ng   
of
-    Co ns ider th e mo ral an d e th ica l co ns equ en ces  
-    Ch am pio n e xc itin g n ew
-    Ta lk a bo ut the im po rtan ce of tru stin g each
-    Ta lk o pt imistically abo ut the
-    Ta lk en thu sias tically   ab o ut  w hat   n eed s  to  
-    A rticu la te a co mp elling v is io n o f th e
-    Exp ress co n fid en ce that g o als w ill be
- Prov ide an excit ing im ag e o f w hat is es sen tia l
-    Take a s tan d o n con tro v ers ia l
-    R e-exam ine   cr itica l  ass umpt io ns    to  
wh eth er th ey are
-    Seek    d if ferin g    pers pec tiv es     wh e n    
- Get others   to lo o k at p rob lem s  fro m  
different
-    Su gg est new ways o f loo king at h o w to
-    En co u rag e no n-t rad itio na l th in kin g  to d eal 
tradition a l
-    En co u rag e  re thin kin g  th os e  id eas  wh ich   
never been qu estion ed
-    Sp en d t ime teach ing an d
-    T re at o thers as ind iv idu a ls   ra ther  than  jus t 
me mb ers o f th e
-    Co ns ider in d iv id u als  as h av ing  d iffe ren t 
-    He lp oth ers to dev e lop the ir
-    Lis ten a tten tiv e ly to oth ers
-    Pro mo te se lf
-    In s till p r id e in  o thers fo r  b e in g  ass o cia te d  
-    Go b eyo nd th e ir s elf -in terests  fo r the go od of
-    A ct in w ays th at bu ild o th ers ’
-    D is pla y a s ens e o f pow er and
-    M a ke perso nal s acrifices for oth ers ’
-    Reas s ure o thers th at ob stac les w ill be
above, this research was conducted to identify
whether the characteristic  of an effective 
organization  (involvement, consistency,mission,
and adaptability) and transformational
leadership influence the implementation  of   
Indonesian  Railway  Enterprise’s  new 
values.
As mentioned above, organization culture 
serves as an organization’s DNA  template, 
which forges employee behaviors , linking
them the organization’s business intent. A 
s trong  organization  culture   potentially increases
an organization’s success  by serving  three
important functions: (1) Control  system,  (2) 
Social  glue, (3)  Sense-making (McShane and
Van Glinow, 2009). Base on the Denison
Model, organization culture could be a source 
of competitive advantage if it posses four  
cultural traits , which are: involvement, 
consistency, adaptability, and miss ion. These  
four  traits  have  shown  to  relate  to 
organizational effectiveness  (Denison et.al,
2006).   Detailed explanation of the four traits
could be seen as follow: : Able to
trans late bus iness environment demands into 
action. Measured by three indexes: creating 
change, customer focus, organizational
learning.
:  Able to define a meningful long-
term direction for the organization. Measured
by three indexes : strategic direction & intent,
goals & objectives, vision.
:  Able to define the values and
owns a system that are the basis of a 
s trong culture. Measured by three indexes:
core values, agreement, coordination &
integration. :  Building employees
capability, ownership, and responsibility.
Measured by: empowerement, team
orientation, capability development.
Bass (1990), defined transformational leaders as 
follow:
Transformational  leader  also  
provides  its  follower  with motivation to
perform hard work that is self rewarding,  
the y also make major changes in the way of
doing business, human resources  
management,    overhaul  the  entire  
philosophy, system, and culture of an 
organization  (Ivancevich  et.al, 2005). These
kind of leader could be also be defined as
agents of change.  Transformational leadership 
is probably more appropriate to be  implemented   
when  an  organization  is  adapting  to  its 
external environment and intend to become a 
strategy-focused organization  (Kaplan  and  
Norton,  2004;  McShane  and Von Glinow,  
2009). Transformational leaders usually 
display behaviors which are associated  with
a five transformational styles:
Table 1. Styles and beavior of transformational leader
(Source: Bass and Avolio, 1994)
Based on previous literature, framework of 
this research, were develop by the following
figu re:
Lea der
II. LITERATURE REVIEW 
B. Transformational Leadership
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Inspirational
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Idealized
A. Organizational Culture
Adaptability
Mission
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Figure 1. Conceptual framework
As seen above, this  research will examine 
organizational traits  which  is    based     on the 
Denison  Model   and transformational 
leadership style towards the implementation 
of the five values in the daily work behavior
of employee.  If proven that cultural traits and 
transformational leadership does have a  
meanigful relationship towards these five 
values, a more in-depth  examination will be
carried out to see which specific indicator
serves as a key driver and capture how well 
these variables are applied in the organization
itself.  Results of this s tudy is expected to
capture a gap between the desired and current 
work behavior, as  well to  generate input to 
minimize the existing gap and s trengthen the
imple mentation of these five values.
Initially, interviews were carried out with key
personnels to obtain a more insightful view on
the organization.   Second, a quantitative 
approach was carried  out to examine the
social phenomena among culture traits and  
tra nsformational leadership towards the five
values. This second approach was made
possible using the help of a set of questionnaire
as the research’s ins trument, which is measured
using a Likert Scale ranging from : Strongly
Disagree (1), Disagree (2), Tend to Disagree
(3), Tend to agree (4), Agree (5), and Strongly
Agree (6).
Determining Number of Samples
A  representative  sample  size  was  determined  
using  the Slovin’s formula as follow:
n = N / (1 + Ne2)
where :
n = sample size N = population size e = 
margin error
With  an  approximate  population  size  of  
1,300  and  a  10% margin error, the obtained 
number of required samples is 93 respondents.   
On actual the researcher distributes  150 set of 
questionnaires and succesfully collected back 
111.
Initially, samplings were conducted through 
a stratified random sampling, where an element
of the population are stratified in a more
meaningful levels (Sekaran, 2003). In this 
research  the  researcher  divides  this  base  
on  six   main direcorates and two additional
supportive functions (Finance, Technics,
Operation, Human Capital, Safety and Security, 
Railway Assets , and   Strategic Planning & 
Business Development. Once reaching each 
s tratum, samples were drawn using the simple
random approach.
Partial Least Square (PLS) is an alternative 
technique, besides covariance-based (CB), for 
SEM  in analyzing the causal-effect  relations
among latent variables which is based on 
theoritical assumptions using empirical data
Kline, 2011). For this research itself, the  
author choses the PLS-SEM approach to
explore and predict the relationship between the 
observed  latent  variables (culture traits and
transformational leadership towards the
organization’s five values).
The PLS model used in this research could
be viewed in figure 2.  Like any Structural 
B. Methodology
Gathering Data and Information
Partial Least Square (PLS) as a Statistical
Method
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Equational Modelling,  a PLS model consist 
of two  components, which are  the  structural 
model (indicated in a red box line) and
measurement models (indicated in a green box
line). The s tructural model, or also known also
as the inner model, connects and shows the 
relationship   among   the   latent   variables.
While the measurement models , or often
reffered as the outer model, connects an 
associated observed indicator with its  latent 
variable (Hair et.al, 2011).
As we can see in figure 2, there are two types of 
indicators: reflective and formative indicators.  
A reflective indicators are those  which  are  
caused  by  the  latent  construct,  while  a 
formative indicators are observed measures 
which causes the latent  construct. In    this    
research,culture  traits  and transformational   
leadership  are  considered  as  a  reflective 
construct, while the five values are categorized 
as a formative indicator.
Figure 2. PLS Model
A.   Model Hypothesis
Research succesfully identifies that both 
variable resulted a meaningful  relationship  
(path coefficient  > 0.2) towards  the five  
values.    Based  on  evaluation  criterion  of a 
PLS-SEM, These  two  items  were  proven  to  
be  reliable  and  valid. Through   bootstrapping,   
it  was  also  confirmed   that  both variables  are  
significant  towards  the  implementation  of  the 
five values.  Overall results of PLS modelling 
could be viewed in figure 3.
Figure 3 Relationship model of cultural traits
and transformational leadrship towards the five
values
From figure 4, it could be  seen that all 
factor loadings resulted with values > 0.6, 
meaning that no indicator should be deleted.  
From the structural  model,  cultural  traits 
showed  a much  stronger  relationship  towards  
5  Nilai  Utama  (0.685), than transformational 
leadership (0.212). Statistical results for both  
measurement  model  and  structural  models  
could  be viewed in the following tables:
Table  2. PLS Result  Confirming Reflective 
Indicators.
Table 3.  PLS Result Confirming Formative
Indicators
Table  4. Bootsrapping Result for Confirmin 
Structural Model
Table 2 consist assessed criterions for a 
reflective indicator. The internal consis tency
showed result > 0.7, which is acceptable; 
Convergent validity is measured  by AVE
which resulted a value of 0.5, and is also
cons idered acceptable; the Fornell-Larcker 
criterion is use to test  discriminant validity 
and states that the AVE value for each
cons truct  should be greater than the highest
IV. RESEARCH FINDING
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squared correlation es timates between the
observed constructs (Farrell & Rudd, 2009);
result showed that both constructs have AVE
Values higher then their largest square
correlation.
Table  3 consist  of assesed  criterions  for 
a formative indicator. From all of the five
indicators which constructs the five values , only 
integrity which showed a non-s ignificant 
relationship (indicated in red figure).   
However, the  author does not see this as a
problem, since the existance  of these values 
are not based on  theories, but it is formed 
from a critical corporate vales which is  
considered essential and required in
succeeding transformation  process at all level
of organization.
Table 4 presents result for the overall 
structural model, where culture traits (p<0.01)
and transformational  leadership (p<0.05)
showed significancy towards the five values.   
This model also resulted  a value of R2 of
0.685, which indicates that 68.5% of the five 
values could be explained by  both culture 
traits and  transformational leadership, and is 
considered substantial (Henseler et.al, 2009).
Initially, the author assumed that there
should be a strong relationship between 
transformational leadership traits  with the
implementation of the five values, but this
study showed a different  result. Compared  to 
the   culture traits, transformational leadership
showed a weaker relation. Eventually, the 
author  then  decided  to seek whether a 
relationship exist between transformational
leadership and culture traits.  This was made
possible by creating an alternate PLS model.
This modification causes a change on the path 
modelling of the latent constructs.   Initially, as 
seen in figure 3, there were two exogenous latent  
variables (culture traits and transformational 
leadership), while in this modified model, culture  
traits  becomes  an endogenous  variable  
because  it is now a targeted construct which is 
trying to be explained by transformational  
leaderhip. The  complete  model  could  be 
seen as follow:
Figure 4. Alternate PLS Model
It could be seen that the R2  value of 
transformational leadership towards culture 
traits is 0.349 or 34.9%, which is considered 
moderate. This shows that 34.9% of culture 
traits could be explained by transformational  
leadership. The path coefficient of 0.59 indicates 
a meaningful path coefficient towards  the  
endogenous  variable.    Via  bootstraping,  the  
t- values of 7.397 (figure in paranthese) also 
gave significancy with p < 0.05.
As  seen  above,  a  more  stronger  relationship  
is  formed between culture traits and the five 
values, than with transformational leadership.  
As seen from the alternate model (figure 5), 
transformational leadership has a more stronger 
relationship with cultural traits, than it does with 
the organization’s five values.
From these findings, the author then conducted a 
more in- depth   examination   on:   (1)   
determining   which   specific indicators  from  
cultural  traits  which  serves  as  a key driver 
towards the implementation of the five values, 
and at the same time rank them from the 
strongest to the weakest, (2) determining which 
specific indicators from transformational 
leadership which serves as a key driver towards 
the implementation of the five values, and at the 
same time rank them from the strongest to the 
weakest.
C. In-depth Examination
A more in-depth  examination  was carried  out 
to sort out impacts  coming  from  each 
indicators  towards  their  targeted variables.  
Prior the analysis, a two step evaluation was 
carried out  for  both,  measurement  and  
structural  model(s). The structural results 
Alternate Model
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obtained from the in-depth examination  for both  
culture  traits  and  transformational  leadership  
could  be seen in the following table:
Table  5. Summarized In-depth Analysis Result
Table  4  shows  result  obtained  from  the in-
depth examination.  From the cultural traits, 
only consistency which did not gave a 
significant result.  Mission (0.442), adaptability 
(0.306),   and  involvement   (0.263),   
respectively   showed   a meaningful path 
coefficient.  From the significancy test, it was 
also proven that these three items are significant, 
and could be concluded as the key drivers in 
enhancing the implementation of the five values.
Where as from the five indicators of 
transformational leadership, only inspirational 
motivation which showed a meaningful 
relationship towards culture traits, with a path 
coefficient of  0.377. While  the  other   four,
intellectual stimulation; individualized 
consideration; individualized attributes; and 
idealized behaviour, resulted a path coefficient 
bellow 0.2, which indicates a weak relationship 
(in red bold figures). In  addition,  from  the  
bootstraping  test,  it  was statistically  proven  
that  only inspirational  motivation  which 
showed significany towards culture traits. 
Therefore, it could be  concluded  that  
inspirational  motivation  serves  as  a  key driver 
towards the implementation of culture traits.
After succesfully identifying the key drivers, a 
descriptive analysis was carried out to capture 
the actual implementation of these key drivers.   
It is expected that one could map out such 
potential.  Descrptive analysis for these key 
drivers were obtained from respondent assesment 
measured by the research instrument, and could 
be seen as follow:
Figure 5. Overall Key Drivers Assesment Result
As seen in figure 5, it could be seen that 
inspirational motivation falls in the category of 
tend to be weak, while the three  culture  traits  
(mission,  adaptability,  and  involvement) falls 
in the category of tend to be strong.  These 
results were then mapped in a modified 
importantce  matrix made by the author.   Where 
the four   key drivers are plotted based on 
respondent’s   assesment,  ranging  from  very  
weak  to  very strong, and the strength of each 
path coefficients.
Figure 6. Mapping of key drivers
As seen  above,  inspirational  motivation  is 
categorized  as “tend to be weak” with a 
moderate path coefficient  of 0.33. Therefore, the 
organization should at least pay some attention to 
carry out improvements for this specific key 
indicator.  As for the three culture traits, was 
assesed as “tend to be strong”, where 
respectively mission trait has the strongest path 
coefficient  (0.442), followed by adaptability 
(0.306) and last in  place  is  involvement   trait  
(0.263). The  author  then concluded  that  
the  organization  should  maintain  all  aspects 
that  is  measured  by mission,  adaptability,  and  
involvement trait.   These  results  then  becomes  
the basic fundamental  in delivering a business 
solution.
Descriptive Analysis  of  Culture Traits  and 
Transformational Leadership
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V . BUSINESS SOLUTION
B. Maintaining the Mission, 
Adaptability, and Involvement Trait 
Business solution is delivered to improve the 
organization’s actual condition, where 
description of the actual condition was obtained  
from  an  interview  with  one  of  the  human  
capital special staff.
Proposed  Improvements  for  Inspirational  
Motivaion Trait
Table 6. Improvements for inspirational 
motivation trait
As seen in table 6, it was clearly stated that those 
who occupies  a  leader  or  supervisory  position  
has  little consideration on the importance of 
inspiring its subordinates. They do not realize 
that having an inspired subordinates will lead 
them to greater benefits, where subordinates  will 
make more of a contribution to the organization 
(Bass, 1990). However,  transformational  
leadership  is  also  a  learnable process, where 
such qualities could be learned from leadership 
trainings  and/or  workshops  (Bass,  1990;  Hall  
et.al,  2002). 
One of the well-known transformational 
leadership development is the Multifactor 
Leadership Questionnaire (MLQ),  developed  by 
Bernard  M.  Bass.    The  organization could  
adopt  this  concept  where  participants   will  
recieve theories  related  to inspirational  
motivation  and  other leadership styles, undergo 
a series of skill-building exercise to improve 
their leadership  effectiveness,  create a 
development plan to improve and forge an 
effective leadership style (Hall et.al, 2002)
This section will focus more on maintaining the 
three traits of mission, adaptability, and 
involvement, where maintainance could be 
carried out by:
Mission
Table  7 Maintaining the mission trait
Adaptability
Table  8 Maintaining the adaptability trait
Involvement
Table  9 Maintaining the involvement trait
Additional Solution
Basically,   all   the   four   key   drivers   are   
basically   an expression of desired behaviors 
that should be possesed by all members of the 
organization. The author believes  that such tools 
which could accommodate the implementation  
of these desired behaviors in the employees daily 
work behavior is by using  the  360-degree  
feedback  process. In  line  with  the author’s 
findings, it is  best if theorganization considers to 
include the four key drivers into their list of 
competency.
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• The observed research variables, culture traits 
and transformational leadership, is proven to 
have a meaningful relationship with the 
organization’s five values (path coefficients > 
0.2)
•  However, a stronger relationship with the five 
values exist for culture traits, which is indicated 
by a path coefficient of 0.685, while a path 
coefficient of 0.212 exist for transformational  
leadership  Through  an  alternate  model, the 
author also discovered that transformational 
leadership has a much stronger relation with 
culture traits, indicated by path coefficient of 
0.59
• From a more in-depth examination, mission 
(0.442); adaptability   (0.306);   and   
involvement   (0.263),   of  the cultural traits, 
showed significancy towards the five values. 
While inspirational motivation (0.377), showed 
significancy towards cultural traits
As this is more of an exploratory research to 
determine key drivers to strengthen the 
implementation of the five values, the author 
then strongly suggest that further studies should 
be carried out for a more wider impact towards 
the organization. This could be carried  out by 
examining  and linking culture traits and 
transformational  leadership with the 
organization’s business performance and 
customer’s satisfaction.
In  addition,  for  a  more  sustainable  
implementation,  the organization should also 
conduct a year-to-year survey to keep track the 
implementation of these five values in the daily 
work life of organization’s member.
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